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ABSTRACT
This thesis will be submitted to the San Ildefonso Pueblo Council for
implementation. It is a working document analyzing four areas of
economic development: employment, arts and crafts, agriculture deve-
lopment, and commercial development. These areas have the best deve-
lopment potential and are to be further analyzed by the Pueblo govern-
ment in the formulation of an economic development strategy for the
San Ildefonso Pueblo Indian Tribe of north central New Mexico.
Alternatives are presented for each area of economic development.
These alternatives are to be developed by the Pueblo government by
generating information on attitudes, preferences, and needs of the
San Ildefonso people. The I-ypes of information for each alternative
are identified. Aspects of development are also examined.
The employment section identifies where jobs are to be found and
where most San Ildefonso people work. Alternatives to improve
employment for San Ildefonso people are: skill training program,
pressuring employers on the San Ildefonso land grant to hire San
Ildefonso people, and establish a job information service. Good
employment data is emphasized. It is suggested that the Pueblo govern-
ment assess the accuracy of the data contained in the Bureau of Indian
Affairs Annual Labor Force Report for San Ildefonso Pueblo.
The arts and crafts section identifies where the Pueblo government
might intervene to expand the arts and crafts trade. Before alterna-
tives are developed, however, the Pueblo government is advised to
to gauge the attitudes of the artists and craftspersons towards inter-
vention. Alternatives are: develop a marketing strategy, establish
a small arts and crafts shop, gather and sell materials and provide
classroom instruction.
The agriculture development section examines several aspects before
presenting an alternative. These are: land use, water use, working
capital, and marketing. By generating information on these aspects the
Pueblo government will be able to increase land cultivation.
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The commercial development section presents a market analysis and
identifies service stations, convenience stores, and a wholesale
trade as the kinds of commercial development the Pueblo government
should pursue.
Thesis Supervisors: Dr. Lisa R. Peattie
Title: Professor of Urban Anthropology
Dr. Ronald Trosper
Title: Former Assistant Professor of Economics,
Boston College
Presently with the Council of Energy Resources
Tribes
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I. INTRODUCTION
The San Ildefonso Pueblo government has initiated few programs
designed to stimulate economic development on the reservation.
There have been efforts to develop strategies, but nothing concrete
ever resulted from these actions. One such effort was funded by the
Department of Housing and Urban Development 701 Comprehensive
Planning Program. The plan, produced by a non-Indian consulting firm,
set forth a proposal to develop a major housing subdivision on San
Ildefonso land just north of the White Rock boundary. This was to-
tally unacceptable to the Pueblo people although the project would
have generated substantial dollars. The proposed subdivision would
have had significant adverse environmental impacts and would have dis-
rupted lands sacred to the San Ildefonso people.
Another planning effort was the Overall Economic Development
Planning (OEDP) Program of the Economic Development Administration.
The OEDP, prepared annually by the economic development planning staff
of the Eight Northern Indian Pueblos Council (ENIPC), lacked a sys-
tematic approach in its formulation. As a result the OEDP merely con-
tained highlights of accomplishments in the year it was prepared.
It also included a "wish list" of projects the Pueblo leadership
wanted to see undertaken. When the leadership changed (which is
every two years) the OEDP underwent major revision.
Now that the Pueblo government desires to formulate an economic
development strategy it must do so without an analysis the OEDP or
the 701 Comprehensive Plan could have provided. How should the
Pueblo government proceed? Four areas of economic development have
7
the best potential for generating income for the San Ildefonso Pueblo.
These are:
1. Employment;
2. Arts and Crafts;
3. Agriculture Development; and
4. Commercial Development.
In formulating an economic development strategy the Pueblo government
must study the feasibility of implementing various alternatives. Each
alternative is to be developed with information that must be generated
by the Pueblo government. These alternatives and information require-
ments are set forth in the following section.
An economic development strategy is designed to generate income
for the people and government of San Ildefonso Pueblo. This is an
important distinction to be considered when resources are allocated:
employment, arts and crafts, and agriculture development will generate
income for individuals; commercial development will generate income for
the Pueblo government. This distinction will influence the formulation
of an economic development strategy. Another distinction that
must be made is between the kinds of income generated . Income is
generally thought of in monetary terms. Another is in-kind
income. For example, if agriculture development results in increasing
crop production, but not sales, then this can be considered an increase
in in-kind income. Although cash is not received for more crop pro-
duction, people's real income increases. Alternatives designed to
increase in-kind income should be considered with those designed to
increase monetary income. The net result in implementing any of the
8
following alternatives should be an increase in everyone's well-being.
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II. POTENTIAL FOR DEVELOPMENT
A. Employment
Jobs for the San Ildefonso people are generally located outside the
Pueblo. Many have found jobs in Santa Fe or Los Alamos; others work in
the Espanola/Pojoaque Valley. Although most jobs in the region are con-
centrated in these three areas, there are employment opportunities lo-
cated in the San Ildefonso Pueblo land grant.
1. Santa Fe
There are 28,120 jobs in Santa Fe, 80% or 22,500 are in three
sectors: government, service, and trade.1 Santa Fe's government sec-
tor has the largest number of jobs with 34% of the total or 9,561
employees. This is not surprising since four levels of government are
represented in Santa Fe: federal, state, county, and municipal. Most
San Ildefonso people who work in Santa Fe have jobs at the federal
level of government. They are employed either by the Bureau of Indian
Affairs, the Public Health Service, the Institute of American Indian
Arts, or the Santa Fe Indian School. Only a few persons from San
Ildefonso work in Santa Fe's private sector.
2. Los Alamos
There are over 10,200 jobs in Los Alamos.2 87% or 8,826 of these
jobs are directly or indirectly with the Los Alamos National Laboratory
(LANL). The LANL employs 6,810 people 3; the Zia Company, a private firm
responsible for providing maintenance and construction services to the
4LANL, employs 1,410 people. Although a few San Ildefonso people work
with the Zia Company, most who work in Los Alamos are employed by the
LANL.
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3. Espanola/Pojoaque Valley
Jobs in this valley are scarce, are usually low wage, and require
unskilled labor. Generally, San Ildefonso people do not look for jobs
in this area. Some have found jobs with the Pojoaque School District;
others work with the Bureau of Indian Affairs Police.
4. San Ildefonso Pueblo
There are two kinds of employers on the San Ildefonso Pueblo land
grant: Indian and non-Indian. The non-Indian employers are: Max
Chavez's Plateau Service Station in White Rock, Alexander Sand and
Gravel Company, and contract construction companies. The Indian em-
ployers are: Pueblo government, a small arts and crafts shop, indivi-
duals requiring child care services, and individuals hiring labor to
improve and/or construct housing.
Non-Indian employers have made little effort to hire San Ilde-
fonso people. Before they can operate their business on San Ildefonso
land, they must obtain a lease from the Pueblo. These businesses
should have been required to hire San Ildefonso people by including
a stipulation in their lease to do so.
Contract construction companies come on to the land grant as
successful bidders on projects financed by federal grant programs. This
source of employment is very unstable and should not be relied upon as
a source of jobs for San Ildefonso people. There is a very clear pro-
blem in that non-Indian employers do not hire San Ildefonso people.
Are Indian employers any better?
Individuals in the Pueblo often hire someone either to baby-sit
or to help improve or construct a house. Child care services are not
available, so it is purchased on an individual basis. Housing construc-
11
tion is traditionally a communal effort where family and friends assist.
Some individuals have introduced paid labor as a means for home improve-
ment or construction. The workers who are hired are from either San
Ildefonso or outside the Pueblo.
Another employer in the Pueblo is an arts and crafts shop. The
San Ildefonso owner hires non-Indians. There is no clear reason why
this is the situation.
Pueblo government is the only other employer. There are two kinds
of government employees: those who are paid by the Pueblo with Pueblo
funds, and those who are paid by the Pueblo with federal program funds.
The unemployed comprise a large portion of San Ildefonso's 228
member labor force.5 Only 124 people are employed, but 46% or 104
people are not. By sex, there are 33 males and 71 females who are
jobless. Since 226 of the 430 residents of San Ildefonso are female,
almost one of every three are without a job. Only 126 females are
employable, however, so one of every two are unemployed. Males fare
slightly better.
San Ildefonso's unemployment rate of 46% is extremely high. How
many unemployed individuals are actually looking for a job? The
following provides an answer:
Total unemployed 104
Male 33
Female 71
Actively seeking work 54
Male 22
Female 32
Two-thirds of the unemployed males are actively looking for a job, but
more than half of the females are not. If employment were available,
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would more females search for jobs? Would more males? The answer to
these questions is found by counting the discouraged workers in the
unemployed group who are not actively seeking work. A discouraged
worker is a person who has quit or does not bother looking for a job
because either they could not find one or they believe there are none
to be found. Because discouraged workers are not counted separately,
it is difficult to determine how many people would begin to look for
jobs if more jobs were available.
There are ten San Ildefonso persons who are underemployed. This
means they earn less than $7,000 per year. An underemployed person
has either a full time minimum wage or part-time job. If other factors
are considered such as family size or marital status, the underemployed
count could actually increase. For example, a family of four with one
wage earner making $8,000 per year has less disposable income than a
person making $7,000 per year with no family to support.
These persons in the four categories mentioned above are the people
the San Ildefonso Pueblo government must assist in finding good paying
jobs. In order of priority the four categories are:
1. Unemployed - Actively seeking work;
2. Unemployed - Discouraged-workers;
3. Underemployed; and
4. Employed who earn low wages, but more than $7,000 per year.
Alternatives designed to improve employment for the San Ildefonso
people must be based upon accurate employment data. The Pueblo govern-
ment must determine its data needs and undertake a collection effort.
Since the Bureau of Indian Affairs Annual Labor Force Report is a consis-
tent source of employment information for San Ildefonso Pueblo, the
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Pueblo government must assess the accuracy of the estimates contained
in the report. If major inadequacies are found, then the Pueblo govern-
ment should consider collecting data to replace the numbers provided
by the BIA. If the data are found to be satisfactory, then the Pueblo
government should consider generating other data not contained in the
report such as number of discouraged workers, income levels, and family
size. Once good data are obtained the Pueblo government can proceed to
develop the following alternatives.
The Pueblo government should consider designing a skill training
program. It is often the case where many San Ildefonso people either
do not have a job or have a low wage job because they lack a marketable
skill. By coordinating all employment training resources the Pueblo
government will be able to enroll San Ildefonso people into various
classes already offered. The Pueblo government must establish an in-
take mechanism where applicants are asked a variety of questions con-
cerning their interests. This information will be used to match indivi-
duals with classes offered in their field of interest. The Pueblo
government must examine the jobs market to determine what skills are
in high demand. Those skills which are learnable while on the job or
through a short term class are the skills the Pueblo government should
encourage the San Ildefonso people to learn.
Another alternative the Pueblo government may consider is pres-
suring those employers on the San Ildefonso Pueblo land grant to hire
San Ildefonso people. These employers include: Max Chavez's Plateau
service station in White Rock, the Asphalt plant in Totavi, Alexander's
Sand and Gravel Co., and Popovi Da's Arts and Crafts Studio. Although
14
placing San Ildefonso people in these businesses will not substantially
reduce the unemployment rate it will reduce the amount of resources
siphoned off by non-San Ildefonso people. The Pueblo government must
contact each business to express the concern and desire of having San
Ildefonso people work with their firms. If this initial contact pro-
duces little results, then the Pueblo government should consider a
stern appraoch. The Pueblo government must determine how many jobs
there are in each business and what skills, if any, are required and
if those skills can be learned while on the job.
One other alternative the Pueblo government might consider is to
establish a job information service. This service will provide infor-
mation on job openings to San Ildefonso people through the local news-
letter. Information on the San Ildefonso labor force should be
gathered so jobs can be matched to the qualifications of the San
Ildefonso people. The Pueblo government must also gather information
on the attitudes of San Ildefonso people towards working in the private
sector.
B. Arts and Crafts
The income derived from arts and crafts sales is substantial.
Several families earn their entire annual income from this source.
Others with full time jobs supplement their income by making and selling
pottery, paintings, or embroidery in their spare time. The arts and
crafts trade continues to expand as new buyers and sellers enter this
market every year.
The tourism season, beginning in mid-spring and lasting until
15
mid-fall, generates most income earned during the year from arts and
crafts. There are no statistics maintained on the number of tourists
who visit San Ildefonso Pueblo each year. The City of Santa Fe re-
ports that "throughout the year, tourists represent about four percent
of the City's total population and are responsible for about ten per-
cent of the employment in Santa Fe." 6 The Santa Fe Chamber of Commerce
estimate there were 922,000 visitors to the Santa Fe area in 1979.7
A number of these visitors travel to areas outside Santa Fe, however,
it is not known how many visit San Ildefonso.
There are two arts and crafts fairs during the summer, both attract
thousands of buyers. One is the annual Eight Northern Indian Pueblos
Council Arts and Crafts Fair held in July. This event is held on a
rotating basis at one of the eight member Pueblos. The other fair is
the annual Santa Fe Indian Market held in August. These fairs are
among the largest of its kind with Tribes represented from all over
the United States. The San Ildefonso artists and craftspersons partici-
pate in these events and do quite well. The well known San Ildefonso
artists do extremely well.
The Pueblo government has done little to improve the arts and
crafts trade. Before it initiates any effort to intervene in this
market, it must gauge the attitudes of the San Ildefonso artists and
craftspersons towards several alternatives the Pueblo government can
develop. These alternatives are:
1) Develop a marketing strategy;
2) Establish a small arts and crafts shop;
3) Gather and sell materials; and
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4) Provide classroom instruction.
The Pueblo government may find that the San Ildefonso artists and crafts-
persons prefer no intervention. On the other hand, the Pueblo govern-
ment may receive positive responses on some alternatives and negative
ones on others. For example, the artists and craftspersons may want a
marketing strategy and a small shop, but do not want the other alter-
natives. The Pueblo government may find that feelings are mixed. For
example, the artists and craftspersons who are limited in their mobi-
lity may prefer materials to be gathered and sold while others may
oppose such an alternative. In order to determine what alternatives
the Pueblo government should develop, an attitudinal survey should be
undertaken. This will prevent unnecessary usage of resources in
developing any of the following alternatives which may be undesirable.
1. Marketing Strategy
Attracting more buyers for San Ildefonso arts and crafts is a
desired result from a marketing strategy. The Pueblo government should
investigate the effectiveness of various marketing techniques for
achieving this result. If advertising is found to have the best poten-
tial of producing the greatest positive impact, then the Pueblo govern-
ment should develop a strategy that includes advertising as the primary
emphasis. If exhibits are found to have good potential, then the
Pueblo government should organize a series of exhibits. Community
facilities can be used for this purpose.
Although individual artists and craftspersons will benefit from
this alternative it may be difficult to generate their participation.
Developing a marketing strategy may involve costs which may have to be
17
incurred by the artists and craftspersons if the Pueblo government
lacks resources or it cannot locate outside funding. Therefore,
willingness to participate must be measured.
2. Arts and Crafts Shop
Perhaps one of the vacant houses in the plaza periphery could be
converted into an arts and crafts shop. All San Ildefonso artists
will be allowed to display and sell their goods. A commission should
be assessed on all sales. This will help defray the costs of main-
tenance and operation.
Establishing an arts and crafts shop will reduce or eliminate
customer contact. Many artists and craftspersons sell their goods in
their homes. Small "for sale" signs in front of their homes attract
customers. When they assist their customers, production is interrupted.
With less customer contact the artists and craftspersons spend more
time producing goods. Thus, as volume increases so does income since
more sales will be generated. On the other hand, some San Ildefonso
artists and craftspersons may prefer direct contact with their cus-
tomers. The Pueblo government should investigate whether this pre-
ference is more desirable than less customer contact.
3. Gather and Sell Materials
The Pueblo government may consider gathering materials necessary
for making, for example, pottery. The clays and fuel for firing could
be gathered or purchased in large quantities. The Pueblo government
can then sell these materials to the potters at cost.
This alternative will increase production by allowing the artists
and craftspersons to spend more time making their goods. Although
18
this is an attractive alternative, there is a problem associated with
it. There is a traditional way of making pottery. By introducing a
new method, the process is broken, thus, the spiritual whole connected
with making pottery is disrupted. This alternative should be carefully
studied to determine what materials are marketable.
4. Classroom Instruction
Many younger San Ildefonso people are discovering their natural
talents for producing a work of art. Some learn how to make pottery
or to paint through self instruction; others learn from family members.
There are other San Ildefonso people who desire to learn. These people
do not have the capacity to teach themselves nor do they have family
members to teach them. The San Ildefonso government should consider an
alternative designed to assist the people discover and develop their
talents. Formal instruction can be provided through classes held in
the schools and in the community. Successful San Ildefonso artists and
craftspersons can be requested to teach the classes.
The Pueblo government must address several problems before this
alternative can be implemented. First, teaching more San Ildefonso
people how to make pottery or how to paint introduces more competition
into this market. Perhaps the Pueblo government should consider com-
bining classroom instruction with a marketing strategy so more San
Ildefonso people can profit from an expanded market. Second, it may
be difficult to locate instructors. Pottery making is a time consum-
ing process; painting also requires a great deal of time. Since success-
ful artists and craftspersons are busy producing their own goods, they
may not have the time to teach. It may be necessary to offer high pay
19
to attract an instructor. Finally, there may be a problem with the
quality of instruction. Many San Ildefonso artists and craftspersons
do not share with each other techniques or designs. There is a sense
of secrecy emitted from many of the artists and craftspersons. Thus, if
an instructor is found, he or she may not teach to the best of their
ability. The Pueblo government may require the instructor to teach
the basic techniques. Anything more might discourage potential instruc-
tors from applying for the job. Once these problems are alleviated
the Pueblo government can proceed to develop this alternative.
The market for San Ildefonso arts and crafts is a profitable one.
It provides a source of income for even the amateur just starting out.
The Pueblo government is in a position to intervene in this market,
however, if the artists and craftspersons prefer to be left alone, then
the government should respect this by not interferring. The next sec-
tion examines agriculture development in light of how it may fit in an
economic development strategy for San Ildefonso Pueblo. This section
is followed by an analysis of commercial development and how income can
be generated from establishing Pueblo owned businesses.
C. Agriculture Development
There is little income derived from sales of agriculture products.
Most of what is earned comes from sales of alfalfa hay. Because most
San Ildefonso persons who have gardens do not sell their crops it is
difficult to determine how much income is generated from agriculture
production. If income were measured in such a way to calculate the
amount derived from the substitution of fresh grown crops for store
20
bought produce, total measured income would be higher.
There is potential to expand agriculture production beyond present
levels. Of the approximately 26,000 acres of land in the San Ildefonso
Pueblo land grant almost 2,000 acres are suitable for growing crops.
The actual usage of this land for crop production in the last sixty-five
years averaged only 220 acres.8 The maximum acreage farmed in any year
was in 1971 when 500 acres were being cultivated. In order to bring
more land into production the Pueblo government must develop an alter-
native to increase land cultivation. Before this alternative can be
developed the following aspects of agriculture development must be
examined:
1) Land use;
2) Water use:
3) Working capital; and
4) Marketing.
1. Land Use
All San Ildefonso Pueblo land is held in trust by the United
States Government. The majority of the San Ildefonso Pueblo land grant
is community land. There is no individually owned land although there
are individual land assignments. Because these are the two types of
land "ownership" it is important to elaborate on the distinction between
community land and individual land assignments.
a. Individual land assignments
The majority of land assignments were made in 1939.9 Assignments
were made to all heads of households with family size dictating the
amount of land in the assignment. Each assignee was granted the right
21
Figure 1
Usage of Agricultural Land
All Irrigable Land
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Community
Land
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to use the land however they saw fit as long as the use did not inter-
fere with or alter traditional norms. The land assignment was not a
transfer of title, rather it was a transfer of land use rights.
The assignments made in 1939 were of prime agricultural land.
Through the years this land passed on to family members of the original
assignee. Although some of the land was used for agricultural purposes,
a portion was used for housing. Today assignments range in size from
1/2 to 10 acre parcels. Since the Pueblo government does not exercise
control over individual assignments this land will continue to be con-
verted to non-agricultural uses.
b. Community land
All unassigned land is classified as community land: it is owned
by the community of San Ildefonso Pueblo, Control of this land lies
with the Pueblo Council. They have the power to approve applications
for assignments of community land. Ther-e are large tracts of community
land suitable for cultivating crops, however, none of it is being farmed.
Most of it is used by a few San Ildefonso families for grazing their
livestock.
The Pueblo government should take an inventory of all uses of
agricultural land and measure the acreage of each use. Figure 1
illustrates how this information should be organized. In order for the
Pueblo government to assess whether San Ildefonso people are farming
their assignments, information on land use must be gathered. If the
Pueblo government finds that a large portion of agricultural land is not
being used for any purpose, then it might be preferrable to design an
alternative that attempts to reverse this situation. On the other hand,
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if a large portion of assigned land is being farmed, the Pueblo might
consider allowing usage of community land for cultivating crops.
Land use patterns should be studied by the Pueblo government. If
certain areas are farmed while other areas are idle, the Pueblo must
investigate who is farming their assignments. It will provide informa-
tion explaining why some individuals farm and others do not. For
example some assignments may not be farmed because the water delivery
system is inadequate. If there are large areas that are not farmed
because of lack of water, then the Pueblo government might consider an
alternative emphasizing improvement of the water delivery system.
One other area of study the Pueblo government should undertake is
the feasibility of consolidating land assignments in areas where there
are large tracts of agricultural land. Production of crops could be
increased if more land were made available to those individuals farming
their assignments. The amount of land they farm is constrained by the
size of their assignment. Although more crops would be grown and less
agricultural land would be converted to other uses by consolidating
land assignments, it would be difficult to implement such a proposal.
Assignees are very reluctant to permit anyone to use their land. Per-
haps the Pueblo government should look at developing leasing arrange-
ments. It is important to carefully study the political and social
costs associated with reforming San Ildefonso land "ownership."
2, Water Use
The water delivery system has undergone major rehabilitation within
the last five years. Many of the major canals have been lined with con-
crete. There are plans to upgrade other portions of the system and to
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install new diversion facilities in the Rio Pojoaque. These infrastruc-
ture improvements will make certain that an adequate flow of water
reaches agricultural lands.
A water code was developed, but it was never formally adopted by
the Pueblo Council.10 In an area where water is a valuable resource,
the use and protection of the Pueblo's water rights is essential.
Therefore, action should be taken to either adopt the water code or to
revise it.
One of the problems associated with water use is coordination.
The Pueblo government has attempted to control water usage by requiring
individuals to submit requests whenever they need water to irrigate
their fields. Some individuals do not observe this control device and
irrigate without regard for other people's need for water. Daily
schedules are disrupted and ill feelings are created. The Pueblo
government might consider developing a coordination system that effec-
tively deals with those who refuse to abide by the rules governing
water usage. The Pueblo government might develop a system based upon
those developed by other Pueblos. Some of the larger Pueblos may
have already experienced and alleviated problems associated with water
usage. Thus, it is important to contact other Pueblos for information
on their water use systems.
3. Working capital
The lack of working capital prevents some San Ildefonso people
from farming their assignments. Since farm equipment is expensive, the
Pueblo government should locate funding to purchase a few items of
equipment. Operation and maintenance of the equipment would be the
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responsibility of the Pueblo government with fees charged for use.
The cost of seed, fertilizer, insecticide, fencing, and labor sum
to a considerable amount of money. The Pueblo government should examine
various means of reducing these costs. One method is to subsidize the
costs with money collected from a water user fee. Another method is
a purchaser cooperative. The advantage of a co-op is its purchasing
power. In a purchaser co-op San Ildefonso farmers pool their resources
so bulk purchases can be made at reduced rates.
4. Marketing
In general, crops grown by San Ildefonso farmers are not sold.
Enough crops are grown by an individual to meet the needs of his im-
mediate family; if there is a surplus, he usually gives it away. The
exception to this practice is alfalfa hay. If an individual owns live-
stock, alfalfa is grown for feed. If no livestock is owned, an indivi-
dual grows alfalfa hay to sell.
The San Ildefonso farmers should be interviewed to determine why
they do not sell their crops. If the farmers will sell their crops if
a marketing mechanism were available, the Pueblo government should
examine which technique has the best potential of generating the most
sales. Each technique should be examined 7forlaceeptabiility. 
-For
example, if the Pueblo government discovers that door to door calls
will generate the most sales, but individual farmers dislike this
technique, then an alternative method must be found. Perhaps a
producer cooperative may be the best vehicle for crops sales. A pro-
ducer co-op will serve as the seller of San Ildefonso crops. By
interviewing farmers the Pueblo government will generate information
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on their needs and preferences. This will assist the Pueblo _govern-
ment when it develops a marketing strategy.
5. Increase Land Cultivation
The Pueblo government should encourage individuals to farm their
assignments. This can be accomplished by providing subsidies for
equipment use and purchase of seed, insecticide, etc., arranging lease
agreements between assignees, making community land available on a
lease basis for growing crops, improving water delivery, and developing
a marketing strategy.
Subsidies can be financed through collection of a water user fee.
A fee of this type is assessed on all households, but collection pro-
blems virtually make it invisible. Today Pueblo members disregard the
fee and non-payment is widespread. Since the fee is hardly collected:
it does not contribute significant income to the Pueblo government's
general operating budget. In the past the Pueblo government attempted
to collect the fee by using threats to cutoff water services. The
threats were never carried out and the fees remained uncollected. An
aggressive collection effort should be developed and implemented. The
record of payment should researched to find out who is behind in their
payments and how much is owed. Those who are far in arrears must be
contacted to arrange a payment schedule. For those slightly behind,
notice should be given of their payment delinquence and a grace period
should be established. If this personal contact does not improve col-
lection, then publication of names with the amount owed should be
considered. This method worked well for collection of HUD housing pay-
ments in San Ildefonso although actual publication never occurred.
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If an individual's land assignment is confined between adjacent
assignments, negotiations can be initiated by the Pueblo government.
The assignees may consider either pooling their land to farm as a group
or entering into lease agreements. Perhaps lease payments can be made
in the form of in-kind income where a portion of the crops grown are
given to the assignee who allows use of his or her land.
The Pueblo government should set aside community land for use by
Pueblo members. Two criteria for use of community land should be:
1) Assignees must already farm their land before applying for use
of community land; or
2) Individuals do not have access to assigned land.
Agreements must be entered into between the Pueblo and Pueblo members
stipulating that payment for use of community land is required once
a profit is realized.
San Ildefonso Pueblo is entitled to a quantity of water to meet
its present and future needs. Thus, water delivery must continue to
be improved so more land could be cultivated and water rights could be
protected. The Pueblo government should determine if more infrastruc-
ture improvements are needed. This can be done by comparing total
acres serviceable by the existing system to total acres actually ser-
viced. If there is underutilized capacity, then the Pueblo government
should emphasize development of other methods of stimulating crop
production.
Some individuals may be motivated to farm if a marketing system
were developed. This may also stimulate others to farm more land. The
Pueblo government should identify and contact local entities respon-
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sible for marketing local produce. Information should be solicited on
marketing techniques, capital investments, and volume of sales required
to generate a profit.
Agriculture development generates income for individuals. The
next section examines commercial development. This type of development
generates income for the Pueblo government although individuals benefit
from the jobs in Pueblo owned businesses.
D. Commercial Development
Commercial development is dependent upon a local market, therefore,
it is important to identify those locations that will generate the
largest sales volume. There is no such market on the San Ildefonso
Pueblo land grant. If a broader perspective is used the Pueblo govern-
ment will find two markets: one just outside its boundary; the other
flowing through.
1. Location/Market Analysis
There are two locations the Pueblo government should consider for
establishing Pueblo owned businesses: one is Totavi, the other is White
Rock.
a. White Rock
White Rock, a bedroom community of Los Alamos, has a population of
6,560. Commercial development is limited in White Rock. Most of the
stores are located near state highway 4 which runs in a north-south
direction. The southwestern exterior boundary of the San Ildefonso
Pueblo land grant is adjacent to White Rock (Map 2). It is this area
just west of state road 4 that the Pueblo should concentrate development.
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One feature making this location desirable is the Plateau service sta-
tion located on San Ildefonso land. The owner recently had his lease
renewed for a five year term. He in turn subleased the business to
another non-Indian. In addition to the sales to White Rock residents,
the business generates sales from the tourist and recreation traffic
traveling to and from the Bandelier National Monument. Although avail-
able land is limited geographically, potential for other businesses
in this area is good.
b. Totavi
The only residents of the Totavi area live in three houses located
on San Ildefonso land. The only economic activity in this area is an
asphalt plant. There were two businesses in Totavi, however, both left
many years ago.
State road 4 runs in an east-west direction through Totavi. It
is the only highway feeding Los Alamos. Over 6,000 people must travel
through Totavi to get to and from their jobs in Los Alamos.11 In
addition to this traffic, commercial, industrial, and other suppliers
must also travel through Totavi to reach Los Alamos. Other significant
users of the highway are the residents of Los Alamos county. Since they
spend approximately 60% of their income outside the county they must
use state road 4 to reach other commercial centers such as Santa Fe
and Albuquerque.1 2
Totavi is preferrable for concentrating development because it is
this areas that two highways join. The Espanola highway feeds into
state road 4 in Totavi. Since almost 22% of the Los Alamos National
Laboratory workforce live in the Espanola Valley, these residents repre-
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sent a substantial volume of traffic flowing through Totavi.
2. Kinds of Commercial Development
There is excellent opportunity for the Pueblo government to own
and operate two service stations. The Plateau service station in White
Rock is a successful operating business. One of the businesses that
left Totavi was a Chevron station. Although the facilities exist, the
Pueblo will have to do some rehabilitation work in Totavi. A small
convenience store such as a 7 to 11 or a Circle K make a good choice
for both locations.
Because there is more land suitable for development in Totavi,
other businesses could be established. One possibility is a wholesale
business with on-site storage. Totavi is located at the base of a
steep incline which must be treversed to reach Los Alamos. Large
trucks must make this climb because there is no alternative route. If
a wholesale business were established in Totavi, it would not be neces-
sary for some trucks to make the climb into Los Alamos. Smaller trucks
would make the deliveries from Totavi in less time and at less cost.
A feasibility study was recently commissioned to examine the
construction of a new highway between Los Alamos and Santa Fe. If one
is constructed, there will be no market for a wholesale business in
Totavi. The highway will be a direct route which will by-pass Totavi.
Although this will take away some sales from a Totavi service station,
the main market will not be impacted.
What are the requirements for establishing a business? This ques-
tion is examined in the following discussion.
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3. Establishing a Pueblo Business
It is not possible to start a business without knowing what makes
one successful. There are several elements which must be present be-
fore the Pueblo government can establish a business. First, a manage-
ment plan is essential. This will set forth how the business will be
managed and will structure the policy and decision-making processes.
Duties of the manager will be explicitly defined. Often if non-econo-
mic influences are allowed to infiltrate the business management sys-
tem, decisions or policies are made that adversely impact the business.
Thus, it is important to design a management system that prevents this
from occurring.
A plan of operation is equally important. The plan should set
forth:
1. Staffing arrangements
2. financial control;
3. marketing;
4. inventory control;
5. cash control;
6. procurement policies;
7. facility maintenance and improvement;
8. business hours; and
9, other appropriate considerations.
Management and operation are two key ingredients crucial to the success
of a business,
Financing a business is another element. With the rollback of
federal dollars in Indian economic development programs, the Pueblo
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government must produce a financing package which contains less public
sector resources. If the Pueblo government acquires the Plateau ser-
vice station, the required initial capital investment will be mini-
mized since the facilities exist and become the property of the Pueblo
government once the lease expires or is terminated.
Acquisition of the Plateau service station in White Rock is
desirable because it provides immediate access to a cash flow. The
transition from non-Indian to San Ildefonso ownership should be made as
smooth as possible so as to minimize disruption of the cash flow. If
the lease can be broken, the Pueblo government must not order the leasee
to immediately vacate the premises. He should be requested to gradually
remove his business while training a Pueblo member its operations.
The abandoned service station in Totavi will require rehabilitation
and start up financing. Since this will be more costly, the Pueblo
government should consider developing a phased approach.
What sources of financing are available to San Ildefonso? The
Pueblo government receives income from lease payments, rents, license
fees, right-of-way payments and interest; all are earmarked primarily
for government operations. The Pueblo government should assess its
financial position to determine where funds can be released to include
it the financing package.
Private sector financing is another source. Generally, initial
investment capital is difficult to obtain in the private financial
markets. Loans can be leveraged by using tribal assets as collateral.1 3
Other private sector financing may be available. Foundations fund
certain aspects of economic development. Some corporations also fund
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certain projects. The key to securing funding from these two sources
is research and communication.
Federal government program funding supporting tribal economic
development is scarce. Of 21 federal programs supporting tribal econo-
mic development, 8 have been terminated for fiscal year 1981, 7 have
been reduced by an average of 36%, and 4 have been retained. The Bureau
of Indian Affairs Credit and Finance Program and the Department of
Housing and Urban Development's Community Development Block Grant Pro-
gram funding have actually increased over FY ' 81 by one million
dollars. Table 1 compares federal program funding levels for FY '81 and
FY '82. The Pueblo government must research each federal funding source
to ascertain what levels of funding are generally granted to Indian
Tribes and what information is required in the applications.
Commercial development will generate income and create jobs for
the San Ildefonso Pueblo government and people. Income is generated
by diverting a portion of the income stream flowing through the San
Ildefonso economy (figure 2 , point 1, compare with figure 3 ) which then
partially reverts back into the income stream (point 2). It is also
generated by creating a new income source (point 3). Where should this
income be expended? First and foremost, a portion must be turned back
into the business. Expenses such as overhead, supplies and so forth
must be met, thus, a sufficient amount must be provided. Second, the
business will experience lags and unanticipated expenses, so a reserve
must be established. Third, a portion of the income should go into an
investment fund. The Pueblo government can use this fund as leverage for
outside financing or it could use this fund to finance economic analyses
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TABLE 1
FEDERAL PROGRAMS SUPPORTING TRIBAL ECONOMIC DEVELOPMENT
(Budget Authority in Millions of Dollars)
Economic Development Planning
EDA: Planning Grants
EDA: Technical Assistance
Minority Business Development
Admin. (T & TA)
DOE: Indian Energy (T & TA)
BIA: Business Enterprise
Development
FmHA: Rural Development
Planning Grants
FmHA: Water/Sewer Planning
Grants
CSA: Economic Development
FY '81
$ 4.0
1.6
1.8
1.5
2.5
.2
7.0
1.2
Reagan Status under
FY ' 82 Reagan Proposal
$0
0
1.8
0
1.0
0
0
0
Terminated
Terminated
Retained
Terminated
Terminated FY '83
Terminated
Terminated
Terminated
Economic Development Financing Mechanisms
Public Works Grants/Loans 20.5
Credit and Finance Program 5.0
CDBG: Infrastructure 5.7
CDBG: Community Facilities 8.0
Credit Assistance N/A
Water/Sewer Loans N/A
Industrial Development
Loans N/A
Community Facilities Loans N/A
Farm Operating Loans 10.6
Farm Ownership Loans 5.5
Farm Emergency Loans 11.7
Soil and Water
Conservation .4
(e)
(e)
(e)
(e)
(e)
0
5.5
5.9
8.3(e)
N/A
N/A
0
N/A
N/A
N/A
N/A
(e) N/A
Terminated
Retained
Retained
Retained
Reduced 25%
Reduced 60%
Terminated
Reduced 50%
Reduced 12%
Reduced 24%
Reduced 62%
Recuded 17%
Source: Council of Energy Resource Tribes, Worksheets on the Impact
of Reagan Budget Revisions on Indian Programs, March 17, 1981.
(e): estimate
N/A: data not available
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EDA:
BIA:
HUD:
HUD:
SBA:
FmHA:
FmHA:
FmHA:
FmHA:
FmHA:
FmHA:
FmHA:
(Table 2 continued)
EDA: Economic Development Administration
DOE: Department of Energy
BIA: Bureau of Indian Affairs
FmHA: Farmers Home Administration
CSA: Community Services Administration
HUD: Department of Housing and Urban Development
CDBG: Community Development Block Grant Program
SBA: Small Business Administration
T & TA: Training and Technical Assistance
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of projects it might want to pursue. Fourth, a portion should go to the
Pueblo government for inclusion into the general operating budget.
Finally, the residual could be paid to the San Ildefonso people. The
business will generate sufficient income to cover the above after it
has been in operation for several years. Thus, dividend payments and
Pueblo government operating funds will not be paid immediately.
Jobs are created for San Ildefonso people through the acquisition
of the Plateau service station. Although the station manager will
earn high wages, in general, these jobs will be low wage; the working
conditions can be poor and the hours irregular. The Pueblo government
must develop policies that address these issues. Perhaps the Pueblo
government should consider a policy of making all submanagement jobs
temporary in nature. Individuals will not be allowed to work longer
than a specified time period. During his or her tenure, assistance
will be provided by the Pueblo government to locate a higher paying job
for the individual.
This section concludes the discussion on economic development
pQtential for San Ildefonso Pueblo. The responsibility for gathering
information and analyzing the alternatives set forth above lies with
the Pueblo government. It must undertake a serious effort to determine
what areas of economic development or what mixture of strategies pro-
duce the greatest benefit.
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